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MEMORANXN FOR ITIE TJXM LEADER, WERSIGHT AND RSVJEW PROCESS ACTION
IZAM (PAT)

Subj; SYSI’EMS ACQUfS~~h4 OVERSLGHT AND REVIEW PAT FINAL REPORT
fkf (a) Final Rep to the Sccmtary  of Mime by the Acquisition Rcfonn Process Action Team;
‘lleengineering  *8 AquMtiuu Wmigbt d IbVi-f PWCSS” dti 9 DCG 94, VOIUMM  I
and Lt.

EJW1: (1) Navy Comments Regarding !lpcdic PAT Kecommandacions

R6f&ence (81 is the fhtai report of the Acquisition Refhm Prucess Action Z- (0 the
$scre~~ of’ Ucfense.  This is a consolidaad Nwy rapoasc per your rcqueit.

We suongI: support the goals described by reference (a}, bu[ wc do not feel W PAT
rccagniz.cd d the ongoing diange. I - wicuiarly mnc=~ hut addi~ionaf =~J~on Of the .
acquisition pmccas

Enclosurs (i) offers uur s~ific mmrnunts regarding individual recommendations.
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Navy Comments on &?9SIIi@t .
Review PAT Reoorumandatien8

QIoow

RECOMMEWATIONS :

1. Zxpazience =e~irammts far
deputy progrzcn managers be more
-datoa.

CO.MMENT : Du ncr concur,
Department of the Havy’s
prcqram uanagers have an
the right combinacim of

ACAT I FrGgram
stringent  tian

manaamrs and
t h e m- thra D?U?ZA

Contrary co th~. PAT’s belief, the
KAT t p~cgram ~anagers and deputy
excellent experience base, possessing
b~th operational and acquisition-.

ezpezaince. In facr, recent (XD reports takem fzom 30 September
~994 Sekyice reCGrds shaw that all of Navy’s ACAT I program
Inanage:s o assigned during H-94 were former deputy program
managers, and three were former DPRO/NAVPRO commanders. Currat
requirements permit the Navy tg maintain an effective bzlance .ot
operational, acquisition and managerial experience in the
FH?gCW.

2. USII(XT) should entorce loRgGr tenures far ACAT ~
prog:am managers.

cOMMSNT: X not cancsr. A~~ of ~~e $ervlces are experiencing
problems in meting c-=:e~t ten:r~ =wir~~~nts. OSD worts
cakw fuom 30 September 1994 Serx~~ce recards show that 71 percent
of the NX I progr= ma~~ger r-ssiq~ents within all Of the
SezVlc2s Kequired ten~=e ~~~~er~a While IX3D agrees that 311 Of
these waivers were based on saund management decisims, the fact
remains zhac lengthening the tenure requiruenc :~i~l not SCIVC
the current problem.

3. ThQ SGIY$CGS should implemenz a aentzal%-d  AC2LT X progz=
manaqer aelection board process  that Ss chazta=ad by the GAEc*

COMMENT: Th~ Navy has already institutionalized tkls

~rac@s6* ~~~=~~~ ~mplemented I policy chat requires che SeU71CC3
to illl@~e:.C a cefirral.ized  selection board p:oeess for PEO and
$&AT 1 and 1? prw=mn@wers~  There ‘s n“ ‘e~ ‘or ‘“Jxthcr ‘SD
poiicy guidanCe-

Thi3 DAE ami CA3S should instikuthntiiZa  tiQ usq a~ I=S lad
& PEO-qualified Ieadera to provide advice to them and to help
tie psogsam maaager.

COMMENT: Paztial~Y coacur. We recomend OSD-ulde implementation
of the rhVYoS J!cquisition Coordination Te- (~T~ ~GncePt Which
would ?ravide the vehic~e sought by the PAT.

.
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s. We recommma that 10 percent of Cmgmmnt and OSD oversight
and review staffs should have annual opportunities fes flexible
rotatiosaal assignxuaats in Pzogram ManagQr/ PECI QXganh?Lt~On9. An
equivalent mnbez of %w=m Off~dpEQ Pe=o-el sho~d a~SIO
have rotational uppurtnnitLas to staff >ositioas. Recent,
sele=nt field expexiesca should become a aigmigicant factor in
the 8electi.sa criteria for future senior staff pus~ttons.

~~~~~: no not corIcW. DAWTA already requizes that each person
in a cricical acquisition pasition be reviewed for rotation upon
completion of five year~ in the positioa, If not rotated, the
individual nusz be reviewed for rotation ev=y year thereafter
tiltf.i reassigned. The PAT’s recmnnenda~l,on for a tm percent
annuel rotation i6 arbitrary. Further, the proposed requirement
to rotete is a duplication of EAWIA requirementsand not
s3eces9ary.

6. Recommend that the DAZ adapt a aew, mare continuous oversigbt
pxoceae that SQliOU on an eiectzonic information ast, faea-to-
fnce communication with tile pzogram =nager and the decision
ruake.m, a Monthly Status Report aad the sta~utory  deciimentation
aa p~=ry s o u r c e s  fox ovwaight inEorsnatLon. For pr0gr2UZk3
requiring more infozmatioa, the decision makers may tailor-in
additional requiremmta am appropriate.

coJmsNT: Do iwt cone=. This attempt to centralize control of
the huge sarvice organizations is counter to the basic successful
manageneqt principle of,delegaring  authority and its
responsibility where it makes sense. Whilg we believe that
expanded E-mail ners of:er inproved corrununic=tic%  Che idea of
the W zecei?i.ng the day to day Lnforinatiori ased by th= over IQO
ACAT I progxam managers :n macaging their prcgrams would r99clt
in an infcrtuaticm glut at the TNE.

7. Recomnend that the DAE d~signate the Prinaipal Deputy
Undersecxetazy  of Dafezzse  (Acquisitim and XechnQlogy) as a Joint
Acqui8itim Ekecutive to facilitate a reengfneeziaag  expexirnent.
The UmiaxsecmtW  would delegate to thQ Jokt Xcqu.hitlmn
Eze=t.ive avareiqht, rwri@W, and Mdgeting/p=og~ng z9spon.-
sibil~ty gos a small set of 130D1s  programs selected fsom  among

all DoD progx- (A~Ts I ~-gh ~) foz whi* =i~n= a lafit
zequkement exists or theze in a need fox substanthl  intagxation
aEIOng the/companfints (e.9~# thaater missile defenSQ, airborne”
zecosxzaLssance, anti-armor aubmuaitian8 and some C31 systems) .
Reporting to the Joint AcquisikiOO, EX~OutaVQ would have prociuct-
oxianted Joint Pzogrtm  ~tKUkiVQ Uffkcar9 who would assume the
p=imry xolQ for iategxatiag among progxams and among Ehs Cora-
ponents. Pregrm Iwsnage=s woald repast to the zespectlve ~oint
PEOS. Carzsnt organizations (e.g., the Components m special
oversight organizations like the Ballistic Missile Oefewe
organization) that have = oversi h~ QI integrat~o= fu=c~a~

!would be relieved gzop respoasibi  iky for t?lis set of pxog==..-
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COMMENT: Donotconcur. We recoqnize  that historically the
cooperation among zhe Services cn joint and coilabozacive
psograms has been less than ideal. We are canrratictiag our goal
of delegar.ion of authority when we move the Q~-~ght of these
joint programs up to tie OS13 level. Military Departmmts~ by
statute. are responsible for equipping -ing, and ~intaining
their respective fcrces. The establishment of this Joint
Acquisition Executive, even as an ~experimsnt”, would move
decision maki~g respansibi~fcy in ‘As wrong direcLicm-&way  from
the user. The Departments are best able to make the tradeoffs
betweer. in.vescrnent (acquisition) pragr=s and operation~
maintwxnce, and persmmel needs. The introduction of another
Acquisicim Executive will dilute the current direct repo=tinq
ckah of the PM/PEO/SAE *lth additional =eporting  chains  outside
the aervices,

8. Recamaend an immediate transition tu the th=ee-uWestone
pxocess  for all curzent ACAT I prQgsama with an avolutioaary.
traasitioa over the next year to the leas-than WX!l! I programs.

COMMENT: go not concur. The current acqu:sitian prc;ess allows
all the flexibility in tail~ring milestones that is required.
More
T

h~~is may need to be placed on implementing thiS
flexib~.lry; however, thi$ does not support a change co the
currexit mflestme pracesso Removing the acquls:rim decision-
authority from the acquisiLio~l  community is ndt the correct means
of ensurtng that progran~ priCrikiQ9 are established. Tlie current
sy~ter. a~eq~ateiy prcvides f~r ths users to pruvide inpucs to the
requirements rie~e=nlnation precess as well as the ~ilestane
review process. Strongly disagree with appointing a senior level
~er~on [con.:ept Exploration Task Force Manager CETF’W
organizationally’ independent frm any component hav$ng a vested
interest in the outcufne- Tke net result.of thy proc~=
recommended by the PAT %-ill be the prollfe=at:on  of ,ACAT II-W
programs since this i3 the easiest way for the Services to manage
acquisildon themsel-~es. we ~elieve an executive and ac
organization that is not accountable for developing, prccuring, 
fielding ai?d bwning a weapon system WOUld have little i~~entt~@
to be concsrned abcut cost, 3chedule and life cycle aavirlgs.

9. Recomnend that there be only one fomd  review hafoma a
ilestone decision meeting. ~e CAE Wkll oha$r that rawiew. ~
tQgSatQd Product Team contprzsedof users, OSD and Corupaneat

staffs, 8s well as p=oqsm offics S**5 will P~P~ for me
meeting. The product tm.xu laadw should be tbe produot-femse~
OSD Oversight IPT Zaades. Tha laader’s respons~bilities are to
aaconplish all prerequisite aetivitios  and to rnsolve issues
w i t h i n  the IPT.

COMMENT: Concur. lie s:PFOrt the concepc of having only one
formal cevicw prior tQ the Milest5ne Decision Meeting. This
rscmum?ndation proposes =he use at Integrated Pxoduct Teems ..-

.
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(IPTs) prior tc a formal revie~-thi?  is entirely consLsrenE with 
the Navy decigion to utilize Acqulsltion Coordination Teams
{ACTSI to docu~t key decisions relating to program execution
=d ci;pe~t=tions. The PAT recomm%ndatiora  of only one formal
review represents a reduction from the two currently cequired.
However, tne PAT fails to address how We reduce the number of
briefings, pclnt papers, meetings,etc. that take so IRUCh of the
Program Manager’s time prior to these ~orlnal reviews.

to. Recomnanci
Zisted in DoDI
*imum sat of

that the daauments, reports, and ==t~fi-tiane
5000,2, Pert II, be immediately replaced bY the
documents outlined in this report.

cOMMENT: Concur. We especially like the paradigm shift to
‘Tailorinq In” VS “Tailaring out,” shifting thI= burdea @f
justificat~on trom the PM.

11. Recommend that the program maraage= select which progzam -

plans ara appropriate based on individual program requi.mments
and what t.ha progrem office needs. Approval and staf5iug leval
for pe~gram plans should ha no higher than the PEQ.

COMMENTS: Concur.

12. Recommend that managess of psog%ams 6 months or more from a
milestsae review se=d a mamormdum te thek Milestme Decisi.orI
Authozity proposing the docummtat~an fox the next review. If ~
th Milestone Decisioz Auth=ity does not da~da to tailor-i=
added documentation aad inform tha program mafiager with$n 30
days, appruvaz shouzdbe -t-tic. -%QYS of ww-@ IQSS
than 6 months from the next aklestona savlaw will identify (in a
p~oposed Acquid.tian Wcision Memorafidll!ll)  the documentation he es
she pzoposes to psavida to thQ Mlestune Decision Authority for
the Eollow%ng mi.kstone.

COMMENT:  Ccrmar.

13. Ftecommand  that the IX@ ad@ the fo~t WA have uQ~~*~cted
far  the I n t e g r a t e d  Pragram SunmaXY aad its sranexes, Ee should
declare as optienal heth the dacu&nts and the formats aontained

in Dod SOOO.2-M,  Defwwe
Repo=t9 {oxcepti~g those

Acquisition,Ean8gant no~a~tat~on ‘d
with ixaflexfila statutory zquhsmmtsl .

COMMZNT:  concur

14- We recoxawnd that the Secretary of DQfense direct a
comprehensive, progxammtac and legal raview af all statutaxy
documents, cepoxts and certifications and zecammand apprap=aate
changes to Congzass. Tha qoal should be to reduce the requ3red

.
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docuf!katation  ovarall to only thcwe doaumente that- era aecea=a=y
fos WUS~ing  pzOgr-

~G-T : Concur..

15. We racommnd that the CAEs review the
imposed on defense acquisition progre- by thaiz cmpaMlnts and
sub-Coxrponents  , Thes= ExecutivaIB shrwld eliminate all Co!npenemt-
ULliqm documentathn and reperts  tank- they satisf~quiremexxts
that acne of the z~ised dooumeuts satisfy.

Cm.mm’: CGficur: however, the Components should iderxify any
unique requirements to the othe= Components to determine if a
cummon zequirencnt existg and one standard document cm be
devs!.opec! f~t use by all Cowonents.

16. R600XIXUQd that the Defaaaa Resouscns Boasd’a*pt, for ~~ X
pzograms, the affasdability p r o c e s s  we descrilm. This process
would apply at program XMastoms as well ‘as du=iag hudqet and
bill paying #NMOS.

Commiz: :’0 r.ct concur. ~irgt, resource ana allocat~ofi
dec19ion5 woui~i no longer be aade by civili.ax-led Military
I)eparcment~, but by the cencraiizad mili.tary coLtruLMd JCS. -
organization. This change represents a significant degzadatlon
of civilian authority over the military.

Second. Tnis recon,mentiatica diminakes the MiLitary
13epartmenc9’ rc~e in maklw funding tradeof:s mm? a~quis~tion
programs and a~so fzm maki~y tradeoffs UetWeen acqilisiciml
p=wmms and opezation~, maintenanc~, and pe=scnnel reclui:muent~.
Consequdnt?y, rhe Militar Departments’ flexibility tc address

zreadiness problems wcuhi E curtailed.

17. Recommsnd that the D= institutionalize  a Scwxd
requirameuts teview pzucess  for each ACAT X devekpmeaat pxogram.
ThAs prucesa (which  m call a ‘SUTmi*n pXOCeS9) would COXaSiSt Of

fond pzesentatio~ by tha pxogmnnumager co flag-kvel  U8CS
=eprcaeatatims at Zeast biaeniiilly  dmixxg  &veLepment. The
pzesentatioas would higblight new oppo=tunitiea fo= uom, ~ched~e
-d perfom~ee krada-uffs. If the usus decide to ta%c
advantage of these oppnxtuaitieu~ the Progrzm and *@
requirauants would be adjnsted to maflect tlm chaage. m.fa D3w
shodd eacourage the Service Chiefs to implamant Suxmi t RoviQlus
for other ACAT programs.

COMMENT: C~nditionaliy  concur. Do not support a fo~al
requirexxea=s review process mnitored by the DAE.

—.
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18• lZacom9nd that pragxax officas use e~~er in-plant Defense
Cont=act Mmagemant Coma aad or SUpQ=i~aS of Shipbuilding
pnrsonnel  as the SGUXCGI for routiae  status informat~oa to avoid
duplication. Defense Coa~ract Management Cozmuaud’s prog-
affim-fndaprandent  assessing axxd r9pOZ*iXLg  of Coutrzmtes
performance should stop Lmnadiately.

ca!MEN’r: Partially concur. The present dual reporting chain may
be redundant and may ifihibit the teaming ~f program office and
DCMC personnel in seeking expedient producti~e solutions. ??e
believe that, ia our view, the cognizanc pregrem office is
responsible for overall program management oversight and
execution. We need ta have DCNC personnel as paxt of the program
managerf~ Z2Tt and involved, ae aPprOpria~e# in re-awar~!

E
.

activity. Recommend that the l~t sentence of t e PAT
recommendation be deleted. Zt does cot sepresent the supporting
discussLan in Val.umes I and 11. Replace this senten=e with ‘The
level of oversight shculd be determined jointly by the Defense
Contract Managment Cmmand and the program office.”

19. W recommend that the DAE direat that contracted-past
perfo=ance &a elevated to EL dominant factor in all source
sakcttcm by not La%ez than July 1~ 1555. Zn ra~e instancQ9
whera it may be ~X3&ppSOQE~at@ to alavatr3 past performance= to a
dominant factor, the W can a~rove a waives.

COMMENT: Concur. However, we nm~t not disc:iruinate  agair~st
concracrcrs tkat are just entcrfig izto the defense concracLfng
arena. Due to our cultural change concerning specifications and
standards we expect to begin to ~ee new sources for gaods and
services become avaiLable  to D~f). We must ensure that
performance, under orher than gow~ent co~=acts~ tS YiVEIn
equal OK appropriate cmslderation sc thst w@ dc ~Gt ~llminate
new aad hzgh-potential contractors from acceptable so~yce~ of
hazdware, s“ofcware and se~ices=:,.

20. Rhea a cmtractoz has demmscrated that he can perferm to
laas cuatracts, the Government should adopt ccmmercial practiaas
by relyiag almost exclmi~ely an contractor se2f-governaaue
rathes than on Gavarnment inspectors, auditors ard compliance

moaitors.

COMMENT: ~O~CUZ- Strongl~ suppo~t efforts at rccogruz~w  ami
offering competit~ve advantages to selected contractors for
cont~r.ung  strong contract pecfornm~ce. However, we need W
point out that many aversight furrctians are required W law-

21. Raconunend that all acquisit ion pmgra-, Segartiess of A-T
alassifi.cation,  be aligned in the proqram  managss-PEO-~ aaaap
wh~rein the PEO is a fulI.-tim@ acquisitim manager and repoxts
d4xEctly to and raeaiveg guidance fro= tba C&E, -- --b.
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The Navy is compliant with the PM-
all acquisition progr*sl iiowever, a
has dual regponsibilitiest  inc~uding o

life cycLe  s~pport for the weapons systeins developed by both his
command end tha PEO organization.

22. Raccmmend  that th DXJZ aid each CAE have a civ=an deputy
whe is aareer civil sarvice at the S-io= EXQmtiIM s~icQ IQVQ1
and who haa extaasiva ac@sit~en erperiance~  ideally as a PEO er
an ACA’Z X proqra xmnaqe=.

COM4ENT: ~art~cal]y concur. Fully support the initiative for
cmtiaauity, however, this severely liaits the pQGl of p~tential
regou~ces to fill ‘thiS position. There is strong justification
for filling this pcsition with a member of the military senfice
who fulfiils all of the criteria identified zmd who also
possesses active ducy military service that most civilians do not
posse9s. Recomend that you expand this position ko be filled by
ailicary n“we~l as c iv i l i ans .

23. Recommend that the DA& investigate the potential ince=tivas
gur persans holdin? Critiml acquisition posi:ions inaluding .
oppo=tuaity  So: pr-ti= h place, --ptha S=o= salecfiv~
early setZremQnt (for military) aad uue of exaeptad sarvice and -
accompanying financial inceatiYe9 (for ci~i~ia=s)  .

COMMENT: Concur. He would concur with developing additional
perfonna~ce  incentives for key acquisition pe=sazariel. However,
we feel sam of the examples offered by the PAT may be
impractical.

24. Recomsend that the DsD Inspector Gen@ral and ether Audit aad
Inspection Ageocias take imadiate *tQpS ~ enh~c@ tke
qnalificatioas o f  acquis~~on @@-Dt a=titura aad ~nvecto==~
mong these sho=ld be revi=ing all acWiaitLQ~ =nag~=at
auditoss and hsp%ctoss over tif!M M have Defense Acquisition
!work fo=a Iznprmmnetat Act cartificatioxa,  appxopziate to tbeiz
grade level and :unction=  afoa. A necessary step slwuld be &o
raquire all audik/insp4CtiOIl  tea leaders tD be L-c l  X1X
certified in pzograun mamgamant withis 2 years.
OMMENT: Concur.

25. We recoxmnend that the DoD Znapector General uentrally
schedule acquisition pzograrn  audits and Lmpect*ons in
coardinatiun with the DAE, tbe CAEs and all DoD and component
inspection/audit organizathwxs. ~e DoD Inspector GQ12eza$ uiU
scbadu~e  audits no more ’tkaa biamially (except for instances of
fraud, waste andduse] =d~a~=e P~Wr~fiterfQrQBc@  dur~~g ‘
c~itical perioda (e.g., du~iag preparatig~.for  a decision  reviau.
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COMMENT: Concxr .
b

26. Ua recemmend that we DuD Inspeator Genexal study the
feasibility 65 consolidating all acquisitim!  management audits
and inspect~oas at the OSD level and previdc a =aco===da%en  to
the Sacrntary of Defense within 6 months.

COMMWX’: Cancuz.

27. RQC~nd that the ?hfease Ac@isitiOn  UfiV@rSitY develop
and implament a tzalning  and irifomation psogm t8 inf~rm
mxrently  saming PEO,  pr~gzam  me.nagem, ~fid D9fmS@  AcqnisitLwa
uxAve=sity faanlty ef aversLqht and revie pZ5C@sS changes
approved hy the Secsstary  of Mfenwi+. Cuxzent Defense
x~isit;on UUiVO=BitY couzses sh-ld ba updated, - mwi=ed.

COMMEI.IC: Concur.

2fi. Recamne nd that the Defense Acquisition Uxdve=sity designate
COU=SG ~OtaS fOX D4D and Coqorieai
for OSD and Cixqxxmnt oversight and
attend progmm maxaaqemmt coursest

cm’&E\JT: Cor~curl

auditors and Laspectozs,  and
review community pe=soane~ ta

29. Raconznend  that the Defense Acquisition Univezd.ty develop
aad intpkmant a mandatory system AC~&Sitbn Mmagammt
Orieatat+es  Course for aewly assigned OSD and Coqonent-lsml
Acquhikfoa Executives.

CWMMT: Partially Ccncux. This training should be encouraged
but not mandatory.

3 0 . wcemmend that the Assistant %cret- of Ilefemie {CVIIIU= xid,
Control, Conxuanication and Iaholligefice) adapt ous
recoLxKlaa dations on the 8Uastone process, review docuatent=kioa

● nd my other areaa that are appsopflata.

CoMMElf:: Concur, but only for PAT recommendations that ar~
apprcved by the SECEEE’*

31. Recammend that Ua D- appaint a s~l~ J@~=t 80=ia@/~s~
?XOUP, including de= from the PM, to guide the
anxphmentat:on  of the Secrstary of Oe”fense-app=oved
racomendations  to xeengiceex the acquisition eversight  and
rov$ew procass. This groap should repo=t to tha DAE.

COMMENT: Concur.

,-



. . .
 . .   ---- u V&A/ UIA

32. RSCCMUm~d *at me sea*or acquiaitLoS numagexs  use ‘8*a**m
gO~6 tO. ast~~i$b top lev@l =~~CS to mtiV6t@ ~bUUMk=tiO=
ef tlm featu~~~  of the ~enginuezed  emzsight and rev~ew P~CeSS
and to JIESsum the reSu~tS .

CCMMENT : Paztially tincur - %?e strong~y SL port the use of
~etricg for ~rogr~ oversight and review, xowever, the PAT fails
to consider chat a majoric~ of the brescbes we have GxpQriQm@d
have been due to C6ngression~/UoD/Navy budget outs.

that ‘may

COMX?NT :
feedback

Concur. We wcald also support
~e~~~qigrns like legsons learned

and participate in ather
confesencesl  etc .

*

,.s,

.

.,.
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